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INTERPERSONAL PEACEMAKING:

CONFRONTATIONS AND THIRD PARTY INTERVENTIONS*
Richard E. Walton

CHAPTER I - INTRODUCTION

This book is about the theory and practice of third parties
wvho would help two members of an organization manage their inter-
personal conflict. It presents a model for diagnosing recurrent conflict
between two persons. Then on the basis of our understanding of the
dynamics of interpersonal conflict episodes, we derive a number of
strategic functions which a third party can perform to facilitate a
constructive confrontation of the conflict. Having specified the
potential third party functions, we analyze the many tactical opportu-
nities available to third parties and the tactical choices which must
be made in performing third party functione. Finally, in view of
the functions he must perform and the tactical interventions he must
execute, we postulate the optimum personal and positional attributes
for the third party. The interpersonal peacemakers we contemplate
include behavioral science consultants but definitely are not confined
to this class of professionals.

This volume includes three detailed case studies from which
are induced many of the concepts, models and propositions about inter-
personal conflict and third party functions, and from which are
drawn illustrative third party interventions. However, other propositions
about the functions of third parties are deduced from the literature on
psychological processes and interpersonal conflict.

Interpersonal Conflict ii. Organizations

Although we propose that the theory and practice spelled out here
has more general applicability, the book is directly focused on "inter-
personal conflict in organizational contexts', such as differences between
fellow members of a governing committee, heads of interrelated departments,

a manager and his boss. Interpersonal conflict is defined broadly to include

*This research was supported by the Advanced Research Projects Agency of
the Department of Defense and was monitored by the Air Force Office of
Scientific Research under Contract No. F44620 - 69 - ¢ - 0040,




both (a) interpersonal disagreements over substantive issues, such us
differences over organizational structures, policies, and practicer, and
(b) interpersonal antagonisms, that is, the more personal and emniional
differences which arise between interdependent human beings.

Interdependence taikes a variety of forms in organizations. One
manager depends upon another for a technical service, for information or
advice, for timely advancement of material in the work flow process. One's
behavior is controlled by the actions of another person or group just as
one's performance is measured and evaluated by another. Substantial propor-
tions of one's organizational life are spent in the presence of particular
other persons.

The innumerable interdependencies inherent in organizations make
interpersonal conflicts inevitable. Even if it were thought to be desirable,
it would not be possible to create organizations free from interpersonal
conflicts. But one can develop capacities within or available to organiza-
tions that make it possible “o resolve more of these interpersonal conflicts
and better limit the costs or those which cannot readily be resolved. That
is what this book is all about.

In order to improve the capacities of organizations to deal with
conflict, one must take into account several personal and organizational
tendencies which typically operate to limit relatively direct approaches to
managing conflict,

Inhibitions are a factor. To express anger, resentment, or envy
toward another member of a work organization is typically considered bad
manners or immature. We usually are taught to be ashamed of those feelings
and 1in any event, not to express them. In my consulting and research
experience, members of organizations nevertheless have these feelings toward
colleagues and rivals; if they don't express them directly, they will do it
indi-ectly, often in ways that create still new conflict issues or incur

In focusing on this area, the book contributes another dimension to a
limited but significant existing literature on third parties. For example,
the activities of the labor mediator have been reported by Ann Douglas in
Industrial Peacemaking, Nuw York: Columbia University Press, 1962, The
processes of international mediation have been analyzed and illustrated by
Oran Young in The Intermediaries: Third Parties in International Crises,
Princeton: Princeton Univerrity Press, 1967. The processes of conjoint
family therapy have been zrciculated by Virginia Satir in Conjoint Family
Therapy, Palo Alto: Science and Behavior Books, Incorporated, 1964.



other substantlal costs. An example of what is meant by an indirect mode

of pursuing a conflict is for Manager A to oppose an expansion plan sponsored
Ly B ostensibly because of inadequate aucumentation of the proposal, but in
reality because B has ignored A on some importsnt occasions in the past.

The immediate emotional energy requi:r=ments are a second factor
influencing how conflict is typically managed. It tukes emotioral snergy
to totally suppress the conflict and it may take even more emotional energy
to confront it. Therefore, conflicts often get played out in some indirect
mode, which usually takes the least encrgy--in the short run. Indirect
conflicts, however, have the longest life expectancy, and have the most
cogtg that cannot be charged back against the original conflict. In fsct,
that 1s one of the main points of indirect conflict--one does not have to
own up to his feelings.

A third factor is consideration of risks associated with organiza-
tional conflict. Many important differences over policy and procedure are
not surfaced because one or both of the principals' fear that the conflict
might get out of hand, a residue of interpersonal antagonisms might remain,
and they might hurt their careers. These are often realistic fears, but refer
to risks that can be reduced by greater understanding of the ingredients for
more effective confrontation and dialogue, and greater skill in supplying
these ingredients.

Third Party Role in Interpersonal Conflict

Third party roles in the organizational setting have not been
institutionalized as they have been in some other social settings, such
as labor mediation and conciliation services, the UN Secretariate and its
peace-keeping units, marital counseling, and conjoint family therapy.
Therefore, third party functions also are less systematically performed in
connection with conflicts in organizations than in these other settings.

Hopefully, one effect of this book will be to accelerate the
emergence and development of more systematic third party roles available as
a part of organizational development programs., Also, the insight gained by
analyzing the constructive i1 fluences of third parties can be used by direct
participants to a conflict who want to take steps to break out of the conflict
patterrn. By understanding the ingredients which third parties may bring to a
conflict and the functions they may perform, a participant may in effect
gimulate a third party, performing the same functions, More than intellectual
understanding will be required, however. The effective use of the knowledge
contained in this book depends upon the presence of a capacity on the part
of human beings co be open and confronting in their encounters with others
when the situation calls for it. This is a quality that our child rearing
and other socialization practices hzve promoted in some, but not most, people.

Many organizational development programs in busincss, govermment, and education,

R —— el TR



however, are currently operating to develop the interpersonal skills and to
create an organizational climate conducive to the type of conflict resolu-
tion n .hodology treated here.

Managers of complex organizations show an increasing appreciation
for the pozential value of persons with a specialized expertise--the
scieutist in government, the psychologist in business, the economist in
labor unions, and the operations researcher in hospitals are all illustrative.
Similarly, the systematic use of third party specialists by any of these
types of organizations is increasingly feasible.

The third party roles and activities that are described in
this book belong to several families of professional roles. Two deserve
mention: First, because of the methodology employed, the third party
activities can be regarded as a particular form of ''process consulta-
tion" which Professor Schein defines as "a set of activities on the part
of the consultant which helps the client to perceive, understand and act /
upon process events which occur in the client’s interpersonal environment.' -~
Second, because of the purpose for which third party efforts are intended,
it also is a branch of what we shall refer to as "sociotherany" that is,
the science or art of treating pathologies or dysfunctions in social
relationsnips. Of particuler interest here are such interpersonal patterns
as persistent disagreement and emotional antagonisms that detract from
the productivity of the relationship and/or the organization.

The Concept of Cenflict Management

The premise of this volume is not that interpersonal conflict in
organizations is necessarily bad or destructive, and that third parties
must inevitably try to eliminate it or reduce it. In many instances, inter-
personal differences, competition, rivalry and other forms of conflict have a
positive value for the participants and make a positive contribution to
the effectiveness of the social system in which they occur. Thus, a moderate
level of interpersonal conflict may have the following constructive
consequences: First, it may increase the motivation and enercy available
to do tasks required by the social system. Second. conflict may increase
the innovativeness of individuals and the system because of the greater
diversity of the viewpointe and a heightened sense of necessity. Third,
each person may develop increased understanding of his own position, because
the conflict forces him to articulate his views and bring forth all supporting
arguments, Fourth, each party may achieve greater awareness of his own
identity. Fifth, interpersonal conflict may be a means for managing the
participants' own internal conflicts.

On the other hand, conflict can be debilitating for the participants,
can rigidify the social svstem in which it occurs, and can lead to gross
distortions of reality. Both the nature of the interdependence between
the parties and the level of conflict will determine the nature of the

—— - e o s e -
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<" Edgar H. Schein, Process Consultation in Organizational Development,
Reading, Massachusetts: Addison-Wesley Company, Incorporated, 1969,
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consequences for the parties. In the cases analyzed here there was evidence
that the conflict could profitably be better controlled or resolved. We

are interested in attempts to facilitate more effective management of

the conflict,

One can distinguish between resolution and control as different
goals of conflict management. The principals themselves or a third party
may attempt to gain resolution, such that the original differences or
feelings of opposition no longer exist. Or he may attempt to merely
control conflict, whereby the negative consequences of the conflict are
decreased, even though the opposing preferences and antagonisms persist.

We contemplate a variety of constructive outcomes of inter-
personal conflicts, depending upon the basis of the conflict and other
circumstances, briefly illustrated as follows:*

1. A recurrent conflict between two managers was based on a
misunderstanding regarding motives. Confrontation enabled the parties
to discover the discrepancy and to establish understanding. In this
case, one person had persistently misinterpreted the intentions of the
gsecond whom he had seen as trying to get his job.

2. The current and persistent feelings of conflict between
two committee members had originated from conflicting interests and
pressure conditions which no longer obtained. The cycle of reciprocal
distrust and antagonism was finally interrupted by an outside intervention,
which facilitated the development of new attitudes more consistent with
the current administrative and volitical realities.

3. Two organizational members had personal styles and mutually
contradictory role definitions which produced relatively destructive
interpersonal conflict. The parties were brought into dialogue to explore
their differences in an effort to find some basis for better accomodation.
The outcome: although they did not change their respective personal
styles of relating, they did modifv and integrate their respective role
definitions, and eliminated their emotional conflict.

4. Two managers who were in direct competition with each other
for a promotion pursued their goals by actions which went beyond competitive
striving and involved mutually destructive tactics. With some assistance,
the parties reached an accord outlawing the destructive conflict tactics.

5. Two bureaucrats were in basic disagreement with each other
regarding an important substantive issue of the agency and the conflict
was escalating into personal emotional antagonism. A candid dialogue
between them increased their ability to keep separate the substantive
conflict and their personal relations,.

These do not refer to the cases analyzed in detail in Chapters II-IV of
this report.



Each of the above mentioned conflict episodes involved an
interpersonal confrontation as instrumental to better conflict control
or resolution. By confrontation we mean the parties directly engage each
other and focus on the conflict between them. We can suggest the various
purposes of such an interpersonal confrontation: to increase authenticity
in the relationship and to allow the principals to experience a sense
of increased personal integrity: to increase their mutual commitment to
improve the relationship: to actually diagnose the conflict: to increase
the principals' sense of contrcl over the quality of their relationship;
to discover and experiment with ways of deescalating the conflict.

A Preliminary Comment on the Three Case Histories

The general strategy of this book will be to relate three case
histories involving two party conflict and third party assistance, which
will then provide illustrative material and a point of departure for the
more abstract and broader analysis of the role of third parties in inter-
personal peacemaking.

These three cases are not offered as representative of the full
range of interpersonal situations to which our third party analysis is
applicable. While the cases later will be dif ferentiated in many important
respects, two conditions common to these three cases deserve preliminary
comment,

First, in all three cases the third party was a behavioral science
consultant to the organization of which the conflict principals were
memoers. He was an external consultant who was generally identified
with an approach to interpersonal relations involving openness and confrontation.
Interpersonal openness and confrontation have historically been used in
workshops for purposes of human relations training and in that context
are a part of a methodology referred to as 'sensitivity training" or "T-
Group Laboratories."

The third party in the three cases studied here is a member of
an emerging profession of consultants to organizations (and other social
systems) whose approach includes, but is not confined to, adaptation of
the methods, principles and concepts of sensitivity training. The approach
of the particular third party consultant studied here also included some
adaptation of the methods, principles and concepts of labor-management
wmediation, However, the main point here is that the same third party
consuitant is involved in all three cases and that his general professional
identity was perceived in a broadly similar way by all three pairs of
conflict principala--he was associated in their minds with the method of
sensitivity training. Although the nature of this exposure varied from
person to person, a typical experience was participation in a one week
management development program, usually called a ''sensitivity training
laboratory."” The programs involve low-s:ructured groups (T-Groups) in
which members help each other learn how each person is perceived by



others. In these groups, special attention is usually given to identifi-
cation of what aspects of an individual's interpersonal style are self-
defeating, e.g., tend to drive others away from himself, and what aspects
of his interpersonal pattern are effective, e.g., induce trust. These
experiences had provided the conflict principals important oractice in
being open about one's interpersonal reactions and in engaging in
interpersonal confrontation.

While the majority of the conflict principals studied here were
not inclined--on their own--to continue to practice openness and confronta-
tion after they returned to their respective organizations, their prior
experience made them more responsive to the third party’s initiatives
involving these elements. We acknowledge that in combination these two
conditions--the professional identity of the third party and the prior
experiences of the two principals--enhanced the effectivencss of the
third party's interventions documented here. This, in itself, has important
implications for the practice of organizational development and third
party theory. At the same time, we resist any conclusion that the specifics
of these cases constitute necessary preconditions to the effectiveness
of the third party's interventions. For example, Chapter VIII analyzes
the particular personal and role relationships of the third party which
influence his effectiveness in performing each of a variety of third party
functions. That analysis suggests that certain types of organizational
superiors, peers, as well as internal organization consultants can play
third party roles in managing interpersonal conflict. The analysis also
indicates the types of third party efforts that can be used to prepare the
principals for an interpersonal confrontation when they have not had
prior exposure to the general methods which are utilized by the consultant
in the confrontation.

The Learning Strategy - Coupling the Roles of Practitioner and Researcher

I was both the actor in the third party roles in the three
cases reported here and the ohserver of the third party's behavior. This
duality as practitioner and researcher-theorist has several implications
discussed below.

As background to that discussion, it should be noted that
during the episodes under consideration, many of the third party inter-
ventions were either reflexive or intuitive. They took on purposive
definition only as I subsequently tried to first describe and then explain
the interaction behavior, including my own.

Moreover, I did not know I was going to attempt to write up a
case until after the confrontation. Of the approximately twelve cases
in which I played third party roles during a period of a year and a half,
the particular three cases included in this book were written up in
detail for two principal reasons: they happened to occur at times when
I found that I could devote the entire week following the confrontation
to reconstructing events and analyzing the process; and I intuitively felt
each of these three experiences somehow was very instructive.



The first implication of the dual action-research role was its
meaning for me personally. Writing this book on the basis of my own involvement
in these interpersonal conflicg provided a great deal of gratification. 1
derived both the personal satisfaction of making more conceptual and operational
sense out of this type of sociotherapy, and the satisfaction of experiencing
increased competence in an area of professional activity. Who could ask for
anything more!

Second, there are implications fcr the resulting research output.
Behavioral scientists often insist that responsibility for the research
and action aspects of a behavioral science change project be assigned to
different persons. Thus, research and action would occur simultaneously
in time and place, but involve two sets of behavioral scientists. The
arguments advanced are that this separation allows for more objectivity
of the research, and for the integrity and singlemindedness of the action
program itself. The approach of the present project was the opposite in
the sense that the research and action involved the same behavioral
scientist, but the functions were in large part performed at different
times and places. Only after a confrontation reported here did the research
opportunity either occur to me or the researcher role become a salient one
for me. Thus, I would argue that the same person often can manage both
action and research responsibilities, and with snme important advantages
as well as disadvantages.

One advantage for this particular research strategy is that by
coupling the third party participant and observer roles, I eliminated
the effect of the social science observer, an effect which is always
difficult to discount. Because an observer does not take actions toward
others, others have no occasion to act toward him in ways which reveal
their feelings about him and what he is doing. Thus, typically, as
researcher I had only to understand what was occurring in a system of
three persons, all of whom were active and performing functionus of immediate
consequence in the interaction setting, rather than a system that included
a fourth person in a strictly observer role.

1 believe that the research strategy of coupling the third party
participant and observer roles, in contrast to separating them, has the
following effects on the quality of observations and interpretation:

(a) The third party participant-observer has a better basis for
inferring the intentions which underlay the actions of the
third party.

(b) The participant-observer is a better device for identifying
the specific set of the total numbers of cues in the situation
to which the third party is responding, as well as how the
third party configured these cues into a diagnosis.

(c) The participant-observer is better able to recapture alternative
behaviors or actions that were considered but discarded by the
third party.
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(d) However, the third party participant-observer makes less
reliable inferences about the many possible effects of the
third party's actions. He tends to be more selective in what
is observed; because of his responsibility in the situation,
he will have hopes and fears that can result in either over-
or underestimation of desired effects; also, he may tend to be
less attuned to unexpected results.

(e) The participant-observer generally is somewhat less reliable in
describing precisely what he did in terms of manifest behavior.

I would conclude that for the type of objectives of the research
reported here, the above advantages of coupling the participant and observer
roles outweighed the disadvantages. Given that this research effort was
intended to develop theoretical ideas and give them operational meaning
rather than test the relative strength of particular cause and effect
relationships, it was somewhat more important to have a basis for inferrine
intention, reconstructing a diagnostic process, and identifying alternatjyes
than it was to have strict objectivity in recording or inferring effects
and an accurate objective description of manifest behavior.

Notwithstanding the above general conclusion, there was a brief but
important period in one of the three cases reported here for which, as
observer, I was not able to reconstruct the events, including my participant
behavior. The periol was the emotionally-charged struggle between Mack
and Sy at the staff meeting reported in Chapter I11. Every one of my
faculties was attended to the here-and-now process. I behaved intuitively
and relied almost exclusively upon my own emotional sixth sense. The
support, reassurance, acceptance, challenge, etc. which I felt I had
provided each principal, the two of them as a pair, and the total group
were communicated in subtle non-verbal cues or in telegraphic comments that
I was not able to isolate for description or analysis later. Thus, it must
be acknowledged that beyond some level of stress in the situation,if the
stress is shared by the third party, the quality of the documentation of
the process will deteriorate when the participant-observer roles are
coupled.

Third, in my opinion, the combination of practitioner and researcher
improved the former's practices. Both the discipline of developing a
relatively complete record of the behavior of the principals and the third
party, and the discovery of patterns and meaning in the third party's actions
helped me evolve more sophisticated diagnostic concepts, or at least impressed
upon me the critical importance of certain issues. For example, the
importance of the symmetry-asymmetry between two conflicting parties
increasingly demanded my attention as a theoretical issue (a topic explored
in Chapter VI) and in turn more of my actions as a third party became
attuned to this dimension of the situation. This interaction between behavioral
science theory and practice is encouraging, even if thus far I have only
suggested the relationship within one person.

Fourth, as a more general proposition than the one just made,
this strategy of practioner-researcher has the effect of increasing the
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likelihood that theories arc developed with high relevance to the world of
action, which is an important consideration in view of what I would regard
as the modest yield from the fairly massive behavioral science research
over the past two decades.

Fifth, there is a matter of efficiency. 1t is efficient to perform
both action and research roles with respect to the same project.

On the Generality of the Theory

Clearly, the general theory and tactics described here are consistent
with the practice of at least one sociotherapist, namely that of the author.
But circulation of the whole or parts of the manuscript to other nrofessionals
who are doing similar work within organizations confin: that the theory and
practice in general are not idiosyncratic to the author, but also apply to
the other persons' work in third party roles. The question of how many
other readers will find that it explicates the third party functions with
which they are familiar simply cannot be answered here.

While the immediate focus of the present analysis is on interventions
into systems of interpersonal conflict, an assumption underlying this book
is that many of the basic third party functions and tactics identified -
here are applicable in other social conflicts.* Therefore, wherever possible,
the third party functions and intervention tactics will be stated abstractly
in this book so that it is easier to visualize their potential relevance to
two party conflicts in other settings.

I do have some limited action experience that bears on the
question of the generality of the approach described here. I have used
the same methodology, the same concepts and techniques,in marital peacemaking,
and I have used them in labor-management relations, e.g., facilitating a
dialogue between a personnel director and local union president where the
interpersonal and interinstitutional relationships had both soured over
the previous year.

It is important to note that in the latter case of labor-management
relations, I have been especially cautious about the extent of the relevance
of the theory and techniques spelled out here. My caution will be understood
better if we consider the distinctions among three broad mechanisms for
settling disputes: power bargaining, legal-justice and social science
intervention.

Parallel research efforts of mine deal with actual and potential third party
interventions to control or resolve respectively: racial conflict; conflict among
Federal agencies in the foreign affairs community, such as State, AID, and
Department of Defense; conflict between national factions, in particular the
Greek and Turkish Cypriots. Ultimately, I will endeavor to identify similarities
and contrasts regarding third party roles in these widely differing settings.
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If we assume a dispute between two members of an established

social unit, the two parties as well as a neutral third party

have several contrasting approaches which they may take in

settling the dispute. First, invoking a legal-justice mechanism,
they would ask: What are the rules of this social unit? Applying
them to the facts in this dispute, what is the fairest settlement?
Second, within a power-bargaining approach, they would ask: Who is
in the more powerful position in this situation? Who could actually
force a decision in his favor or at least make it most costly

for the other to persist in his position? What settlement is most
consistent with the underlying power realities? The third approach,
social science analysis and intervention,would take into account
many additional facets of the social system and would attempt to
find a resolution to the dispute consistent with the objective

of preserving or changing the social system (or certain of its
characteristics). 2/

The sociotherapy approach to the third party role treated here is primarily
(but not exclusively) an instance of the third mechanism, social science
intervention.

While the three mechanisms are alternatives for many conflicts that
are handled between two persons, there is a limit to this type of latitude. The
nature of the conflict issues, as well as the personal predispositions cf
the participants, appropriately influence the nature of the conflict resolution
mechanism employed. Therefore, in the labor-management setting, I have been
especially alert to the possibility that the issues that divided the representatives
of these two institutions were either genuine interest conflicts which
ultimately would be resolved by power-bargaining or genuine substantive issues
of rights which would ultimately be pursued by legal-justice processes.

These other conflict resolution processes sre most appropriate for certain
types of conflict for which the methods of sociotherapist--for example, those
that promote openness about one's feelings--must be used in a way generally
more circumscribed than illustrated in the cases presented in this book.

Plan of the Report

Chapters II-IV present the three case histories of interpersonal
conflict which provide empirical material for the book. These will be developed
generally in a way consistent with how the third party gained understanding of
the conflict, its history and ramifications. The cases do not follow a common
format. Each enables us to illustrate somewhat different aspects of conflict
dynamics and third party functions. Chapter V postulates a cyclical model of
interpersonal conflict and argues its value as a diagnostic tool. Chapter VI
suggests that well-conceived confrontations can play an important role in the
resolution and control of interpersonal conflict and then postulates the
strategic functions which third parties can perform, Chapter VII identifies
the tactical interventions of third parties. Finally, Chapter VIII treatsg

24 Richard E. Walton, "Legal-Justice, Power-Bargaining, and Social Science
Intervention: Mechanisms for Settling Disputes", Institute Paper #194,
Institute for Research in the Behavioral, Economic and Management Sciences,

Purdue University, Lafayette, Indiana, March, 1968, p. 2.
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the problem of establishing and maintaining the appropriate third party role.
The general ideas in Chapters V-VIII are illustrated by drawing upon and
further analyzing the experiences of the third party in the nreceding

case studies, Chapter IX is a summary.



CHAPTER II - BILL-LLOYD:

NEGOTIATING A RELATIONSHIP *

This chapter reports a conflict between twu program directors in
a government agency, and the role played by a third party consultant. The
confrontation between the principals manifests many of the characteristics
of an interpersonal and intergroup negotiation. The conflict resolution
functions performed by the third party appear to be basic ones deriving
from his role attributes as much as from his active interventions.

Background to the Confrontation between Bill and Lloyd

The two principals, Bill and Lloyd, were program directors in the
administrative services component of a large govermment agency. The third
party to this episode, Dave, was a member of the external consulting staff
of the agency's organizational development program. The organization
development program emphasized openness of feelings in interpersonal rela-
tions and utilized sensitivity training and team-building experiences.

The recently established program had had limited impact on the organization
as a whole, but had worked more intensively with the administrative services
component, a fact which influenced the nature and outcome of this episode.

One of the principals, Bill, was responsible for the development
of a new organization system (OSP) to be considered for adoption by the line
organization. He had been director of the Information Networks Program
for about five months before the confrontation reported here which occur red
in January. (See Figure II-1). During that period he had learned to cope
with many frustrating conditions. There was uncertainty whether the system
would ever be adopted and when that decision would be made. Moreover, he had
to rely upon several layers of superiors above him to represent his interests
with the high level official who could make this decision. Communication
downward from the top was equally unsettling; there was a continuous stream
of reports reaching him and his group which were interpreted as alternately
encouraging and discouraging signs relative to the adoption of the system
they were developing. The uncertainty of the program in turn resulted in
a high turnover of the better members of his staff. Finally, he had to rely
upon aunother group also within the administraiive services component, namely
the Systems Research Program Staff, to supply much of the professional talent
required by the project. For several months these factors depressed morale
within the professional staff and increased tensions between Bill and George,
the section head of the Systems Research Program who was responsible for that
group's efforts on OSP.

*This chapter is based on a case study by the same author, reported in
"Interpersonal Confrontation and Basic Third Party Functions: A Case
Study'", Journal of Applied Behavioral Science, Volume 4, No. 3, 1968,
pp. 327-350,
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In October, four months before the episode described here, the
combined staffs working on the OSP project, including both Bill and George,
had met two days in an offsite location to ''build a team" and accomplish
some program task work. Several internal and external consultants on the
organization development staff, including the third party consultant in this
case, participated in the meeting to facilitate the teambuilding process. The
meeting helped increase the familiarity, respect, and trust among members of
the total group; improve the integration of the two sub-groups; and increase
staff members' feelings that they were being utilized. Especially important
for Bill was an increased if not perfect understanding between himself and
George regarding their roles and personal styles. Also, Bill and the total
group somehow resolved to prevent the uncertainties of the OSP program
from continuing to interfere with their ability to work on the tasks at hand.

The operating style for the group which emerged from the October
meeting and stabilized over the next three months involved low structure,
i.e., roles were loosely defined and changed according to the changing task
demands, and considerable mutual influence, for example, professionals had
more opportunity to influence how their own resources would be used., In
part because the fluid task structure and the mutual influence process
required it, there was somewhat more time spent in group sessions. The
meetings themselves moved in the direction of mixture of direct task work
and group maintenance work. Also, more social-emotional support was available
for members who needed it both in the group and in interpersonal relationships.
Apparently, this group pattern was more appropriate to the triple problem
of coping with the environmental stress factors, meeting the needs of a
majority of the particular persons involved, and performing the task at
hand, because internal operations improved through November and December.

The other principal, Lloyd, became the Systems Research liaimon to
the OSP effort early in January when George was transferred. During the
previous year, Lloyd, too, had been coping with problems of uncertainty
about the future of the whole program of his group. He was actually aware of
the need to clarify and improve the group's status and functions in the
agency. He had not become personally involved in the work on OSP, He had
allowed his subordinate, George, considerable autonomy in handling their
personnel working on the project. However, Lloyd had heard from two members
of his group that the OSP project still did not have the direction and rigor
which they desired, and that too much time was devoted to analysis of group
process. When Lloyd assumed direct liaison responsibility early in January,
he wanted to review the entire OSP project, including the role of his staff
and his own role,

One event in particular played a part in precipitating the conflict
reported here. The setting was a large meeting which irnicluded the combined
staffs working on OSP and certain other persons. Lloyd made some statements
apparently in an outspoken manner, which were very disconcerting to Bill.
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